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PREFACE 



The selection of the top management organisation of 
the Navy i)opartinent * o Bureau of Ships as the topic for a thesis 
was not the result of any evidence or opinion that the present 
organization is ineffective. Rather, this study stems from an 
I interest in the principles of organization in general, and in 
the organization of the Bureau of Ships in particular. This 
interest developed during several assignments in different 
j parts of the Bureau (Ship Design, Ship Types, and Field Activities 
lover periods totaling about five years, 

I am proud of my past associations with the Bureau, and 

I 

greatly admire the capable officers and civilians who administer 
the Bureau and its field activities, Vij status as a student 
In the Navy Graduate Comptrollership Program at the George 
Washington University provided this opportunity for an objective 
study of the Bureau's top management organization with a view 
toward possibly making some worthwhile contribution. The under- 
taking of this study was sanctioned by the Deputy Chief of the 
Bureau of Ships, 

To some extent this study reflects ths views of various 
present and former key officials of the Bureau. Without their 
friendly cooperation this thesis would not have been ponslble, 

Mr, Joseph W, Crane, Director of the Administrative Management 
Division, Bureau of Ships, wan particularly helpful in furnishing 



il 
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background Information and In giving me the benefit of his views. 
I aia also Indebted to Dr. A. Hex Johnson and Dr. Richard N. 

Owens of the staff of The George Washington University for 
valuable guidance. The conclusions and recomoienaations are, 
of course, solely my ovm. 
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CHAPTER I 



INTRODUCTION 



Purpoa® of the Study 



The purpose of this study Is to deterfflino what changes 
In the top management organization of the Navy Department's 
Bureau of Ships may be desirable In the light of current major 
trends in Congressional interest, scientific management and tech- 
nology, and in accordance with recognized principles of organiza- 
tion. 



Luther Qrulick has drawn attention to the dynamic 
character of organization in his “Notes on the Theory of 
Organization, 

An organization is a living and dynamic entity. Each 
activity is born, has its periods of experimental develop- 
ment, of vigorous and stable activity, and, in some cases, 
of decline. A principle of organization appropriate at 
one stage may not be appropriate at all during a succeed- 
ing stage. In any government various parts of its work 
will always stand at different stages of their life cycle. 
It will therefore be found that not all of the activities 
of any government may be appropriately departmentalized 
neatly on the basis of a single universal plan. Time is 
an essential element in the formula. 

Another variable is technological develoixaent. The 
Invention of machines, the advance of applied science, 
the rise of new specializations and professions, changes 
in society and in the way men work ani move in their 
private life must be continually reflected in the work of 
government, and therefore in the structure of government. 



^Luther Gulick, “Notes on the Theory of Organization,” 
Papers on the Science of Adpinlstratlon . quoted In Albert Lepaw- 
sky. Administration (Now York r Alfred A. Knopf, 1949), p. 338, 
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Current Major Tranda That Have an Influence 
on the Bureau's Organisation 

Congressional Interest . Consresc has shown groat 
interest in the organization of the Executive Branch of the 
Governnjent in general, and of the Departraent of Defense in 
! particular. This is evidenced by the declaration of policies 
by Congress in establishing the Gommlsalon on Organization of 
the Executive Branch of the Oovormnent (Hoover CoDamlssion) , as 
follows: 



It la hereby declared to be the policy of Congress to 
promote economy, efficiency and improved service in the 
transaction of the public business in the departments, 
bureaus, agencies, boards, commlsaions , offices, independent 
establishments, and instrumentalities of the executive 
branch of the CJovernment by - 

(1) recommending methods an' procedures for reducing 
expenditures to the lowest amount consistent 
with the efficient performance of essential 
services, activities and functions; 

(2) ellmlnatij:^ duplication ani overlapping of 
services, activities and functions; 

(3) consolidating services, actlvitlos and functions 
of a similar nature; 

(4) abolishing services, activities anl functions 
not necessary to the efficient conduct of 
government ; 

(5) ellmlnatlag nonessential services, functions, 
and activities which are competitive with 
private enterprise; 

(6) defining reaponalbilltlsa of officials; and 

(7) relocating agencies now responsible directly 

to the President In departments or other agencies. 2 



Section 1., Public Lew 103-83rd, Con^^ress, Chapter 
I34~lst Session, quoted in Commlaslon on Organization of the 
Executive Branch of the Government (Second Hoover Commission), 
Final Report to the Oongresa ('>^aBhington; Government Prlntlnsr 
Office, 1955). 
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Tbe Hoover Coaalsolon has made a number of compre- 
hanalvo studios of the Executive Branch in line vrlth this 
declaration of policy by Con,^egs, The Commission’s recommenda- 
tions are in various stages of implementation or consideration. 
Title IV » National Security Act of 1947, as amended in 
1949 is an important piece of legislation directly affecting 
the organisation and management of the Department of Defense, 

The purpose of Title IV, which established Comptrollers for 
the Department of Defense ani for each of the military depart- 
ments, is to provide the machinery for placing the operations 
of the military eervloGs on a more tauslnesslihe basis. In 
1953 the Senate investigated the extent to which Title IV 
had been implemented. In opening the hearings, Senator Plandera 
made the following statements 

Our Job la to ln:5Ulr<3 into the extent to which the 
law has been put to work since 1949 and the result of its 
use in ter.no of efficiency an'-'i economy. Let the record be 
clear, 've do not write this off as a simple problem. We 
realize that the national vlefense le a moot pressing pro- 
blem, We devote tremendous amounts of our manpower and 
wealth to it. We want to Insure that we work efficiently, 
and that we spend wisely; that ws buy what we need and know 
what we have in our inventories. Business managers have to 
adhere to these rules. Our defense poeple oust be in a 
position to give us the necessary guaranties of protection 
at the lowest cost In men and money, 5 



3u, s. Congress, Senate, Preparedness Subcommittee 
No, 3 (Senator Flanders, Chairman), of the Committee on Armed 
Services, Hearings on ImplemontatlonB of Title 17, National Secu - 
rity Act of 1947 . as Amended Government Println?a; 

Office. 1954), p. 2, 
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Scientific mnm)a:en3ent . Since the turn of the century 
there have been a number of developments in scientific raanago- 
ment, Lampertl and Thurston have expressed these developments 
In terms of cycles, as follows: 

A review of the history of scientific management will 
show th:tt in each decade the spotlight of attention has 
shifted from' one area of manasement to another, and that 
the cyclical span from initial recognition of the Importance 
of a new area until its final wide acceptance has exceeded 
25 years. 

Management Control Cycle — The 1940* a and 1950 'b 
will go down in the history of the scientific management 
movement as marking the active recognition of management 
control as the next great area to receive the attention 
of management leaders. There is, however, probably no 
phase of Sfinagement loss understood than management control. 
Very little has been written about it and even lees done. 
What has been written le largely theoretical, discussing 
basic principles, but not explaining practical means for 
putting this theory into practice. Yet this la under- 
standable, since we are not even halfway through the usual 
cycle between the initial general recognition of a new area 
of scientific management and its final widespread acceptance 
throughout industry and government,'^ 

Teohnolo-ry , In January, 1955» the submarine NAUTII/J3 
became the first vessel to be underway on nuclear power, Qulded 
miosiles installations have been made In aubmarinsa and surface 
vessels , Continued, rapid developments in nucloar propulsion 
and guided missiles are creating a revolution in ship design 
and operations. The need for our Navy to be In the forefront 



■^Frank A, Lampertl and John B. Thurston, Internal 
Auditing for Manao;eaent (New York: Prentice-Hall, Inc,, 1953), 
pp. 10, IS, 
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of any potential enemy presents a great challenge to our 
scientific, engineering and managerial capabilities. 

Scope of the Study 

The scope of this study is limited primarily to those 
executives who report directly, or via the Deputy Chief, to the 
Chief of the Bureau. Except for taking the Policy Committee 
(Planning Council) Into consideration during the course of the 
study, no attempt has been made to explore the functions or 
composition of committees. 

Sources of Information and Ideas 
In carrying out this stuly, reference was mad© to 
history, regulations, manuals, Congressional legislation, reports 
by the Hoover Gommlsnlon, Navy Department and other manasement 
research studies, an.? texts and treatises by recognised author- 
ities on management and organization. These references are 
listed in the Bibliography. This study also reflects informa- 
tion derived from representatives of numerous major Industries 
who made presentations for the Navy Graduate Comptroller ship 
Program at The Georg© Washington University, The staff of The 
George Washington University also furnished valuable guidance. 

In addition, full advantage was taken of the opportunity to 
discuss various phases of the study with cognizant officials 
of the Bureau of Ships. These officials, all of v;hoa were most 
cooperative, are Identified in Appendix I, 



CH.A.PT3R II 



PRIKCIPLSS k'A.'i C0?5CS?TS OF ORGAMIZ.ATIOH 

In order to lay a proper foundation for an analysis 
of the top .management organization of the Bureau of 3hlpa, It 
appears desirable to set forth certain applicable principles 
and concepts advocated by recognized authorities on organization. 



Priaiary tiothods of Dividing Work 
In dlocusaing organization structure, Dr, Richard N. 

Owens has expressed tho following concepts: 

Organization Ic the forsial structure for the assignment 
of duties and authority through which the major activities 
of work and thslr subdivisions are arranred, defined and 
co-ordinated. It Is the means v/hereby the activities of 
many parsons arc co-or Ilnated sn--’ directed in a common 
onterprlso or endeavor. It Is the form of human association 
for the coramon purpose. It eBtabllahoa the framework within 
which people work. It pertains to the positions of the 
menbera and alco to the interrelations of their duties. 
Several methods of dividing v/ork and assigning tasks 
arc xjosulble. The methods used at the top levels are not 
necessarily tho same as the methods used at lower levels, 
Belo\/ the level of th^ chief executive, work may be divided 
on the basis of operating divisions, functions, geographical 
areas, products, and custou.<^rs. Usually no one basis Is 
consistently followed, however, as some activities may be 
organized along different lines, ^ 



Lin© and Staff 

Another approach to the division of work Is in terms 
of line and staff, Brnost Dale has defined the threo poaolble 

^Richard N, Owens, Intro 'Auction to Busl ne.^e Police 
(Homewood, Illinois: Rlohar ] D, Ij?win, Inc . , pp, b'p, 69. 
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major groupin^js in an organisation as line, staff opeclallsta 
and staff assistants ( ”asslatante to"). 

Lino activities are those functions which follow 
one another as stages of major operations. These are 
sequential activities. One such activity la production. 

In aiiltion, there are acrvlces oommon to line, which 
arc grouped under major functions {hence "funcLlonailiiatlon") 
-e.g., finance and psrson-'sl - and which are Imniled by 
staff specialists. These cpeclallst© aro distinguished 
from line in that their authority le Indirect, not Hroct; 
functional, not operatingj anl their responsibility 
spoclellzed, not general. 

The possible types of staff Bpcoiallst activities vary 
^eatly asong compl-.nicc. They Bis-y be auaaarlasd aa follows: 
(l) staff advice, (2) operating service, and (3) direct 
co-uoand . 

31milarv , when the job of an executive begins to 
exceed his capacity. Vie my conalder appointing an 
"aoelstaot to" hlaiaelf. 

Since tne "acslatnnt to" or staff assistant cannot 
delegate, no one owes any responsibility to him. 

The assiatsnt hslps his chief in his work. Ho has 
boon deaci'ibed a.o "an extsnalon of tiis cViief’s person- 

ality," whose job it is to "worry about tn@ problems that 
worry the boas." The "chief" may be a line executive or 
staff opscialint. Or he aiay be the company president. 

To sum up. In Lt, Col. Urwiok'a ramarms to the A.4A 
survey, "the 'Aaalstant to* la. . . .esaentlally a nan 
who represents hla ctief in matters of aclainlstratlve detail. 
His functions are limited to study, research, analyals, 
recommendation axil, above all, to helping hie chief to gat 
thln.^o done by handling tbo public. .at ion of Instructions, 
etc,, watching the organization, anl foreseeing and fore- 
stalling any failure In coordination between tsiC spsclallsta 
and the 'line*. Ko has no executive duties."^ 

With rcspoct to "lino", Organization FIannln.v for Haval 
Unlts^ also ccnt».ln3 a particularly clear definition, as 



Ernest ’dale, Pla.hntnn: and n^ve lopin'? the Corapanv 
Or.'fanization Structure ’ (Hew York: Auerlcan Kan.e.«?,eu'ent Association, 
1952 ), pp. ^^3, 71. 

^ Qrrrvrization Flannin't for Naval Unity (NavPorc 13371), 
?i-alln, sTI ( .ve/uhington: ourcrlu of "baval Personnel, bavy 
Department, 1955), p. 3-3, 
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follows: ”It (th-? t,er*o ’line') Indioatas thoso functions that 

oontriouta directly to accoaipliahing the priisary objective of 
the orsanlaation, 

It Is of interest to note that Harlow H, Curtice, the 



President of the ConeraX Motors Corporation, attrlbutea a ^roat 
deal of the succe'^s of that industrial giant to its "line and 
staff" type of organl7.atlon. Re recently expressed the follow- 



ing views: 



Ho (Jlr, Sloan) realized that centralization, properly 
established, malces possible directional control, co- 
ordination, r.peclali zftt.j on, and resulting econosies. H® 
also realized that decentralization, properly eatablirhod, 
develops inltlGtiv® and reoponaibility ; it aakeE pooslbl© 
a prop€?r iintrlbutSon of leotBions at all levola of 
nianagei’cnt, including the forsjr! 9 ,n--vith resulting flexi- 
bility an cooperative effort, so neoesaary to a large- 
scalo enterprise. His objective vaa to obtain the proptr 
balance betvrecn these two apparently confiictino principles 
of centralization and decentralization in order to obtain 
tli*: best eletasnte of each in tha combination. He concluded 
that, to achieve this balance eo necessary for flexibility 
of operation, General Motors .lanagement shoall be established 
on a founiation of centralised policy ani deosntralised 
aiMini st rat. Ion. 

In purauazoa of that plan, each of tlxo various opsrationa 
was ostaMlshed as an Integral unit un'ier a Qeneral Hanager, 
Then, those operations which ha 'i a ooxxon rolationshlp 
were gi'caped unler a Clroup Executive for coordinating 
purposes. These Group Sxecutivos reported to the President 
who was the Chief 'Executive officer. 

To i>erforai those functional activities that could bo 
accoEpllshed Eore effectively by one activity in the interest 
of the whole and to coordinate similar functional activities 
of th’ ilfferent operating unite and promote their effective- 
ness, a General Staff, and in addition. Financial ani Legal 
Staffs, wore eeta llched to operate on a functional basis. 

Over a p.>rlod of yearc, the functions of the General 
Staff have variod ani liavo been OKp-inded with butiineas ox- 
narlcnce an’ chanaoa con-'ii lio ' : cut v'ltnin the frauework 
of the general concept. Today, frie General Staff concerne 
Itself with the following functions: dletrlbut,ion, engineer- 
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ing, manufacturing, personnel, public relations, research 
and styling. 

Since the adoption of the foregoing plan of organiza- 
tion, each staff Vico President has been a coordinating 
executive and has no direct authority over the operating 
units or their departments. With his staff ho contributes 
to the development of better and mors advanced policies and 
programs within his functional area through research and 
stuly. Certain of these staffs cooperate directly with 
those departments of the operating units whoso activities 
are in the same functional areas. This provides coordina- 
tion for the divisional operations, which are subject to 
local leadership and have local responsibility for 
functioning. ° 



Coordination 

Coincident with the division of work, it is necessary 
to maintain proper coordination, James D, Mooney has stressed 
the Importance of coordination, as follows: 

Coordination, therefore, la the orderly arrangement of 
group effort, to provide unity of action In pursuit of a 
common purpose. 

When we call coordination the first principle, we 
mean that thio term expresses the principles of organiza- 
tion In totoj nothing leas. This does not mean that there 
are no subordinated principles; it simply means that all 
the others are contained in this one of coordination. The 
others are simply the principles through which coordination 
operates an 3 thus becomes effective,^ 

Norman N. Barlsh's views on coordination are also of 
interest, as follows: 

Other things being equal, functions should be allocated 
amongst the various organizational units so as to minimize 



%arlow H, Curtice, The Development and Orowtb of General 
Motors, Statement by the President, General Motors, before Sub- 
committee on Antitrust and Monopoly of the U, S, Senate on the 
Judiciary, Washington, D, C,, Deo, 2, 1955 (Detroit: (General 
Motors Corporation, 1955), P. 8. 

^Jamos D. Mooney, The Principles of Organization . Rev, ed, 
(New York, Harper and Bros,, 19^7), p. 5, 
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the amount of required coordination, oommunication and 
paperwork. 

The greater the amount of required coordination, 
communication, and paperwork, the slower the operations ; 
the greater the possibility of mistakes; the larger the 
number of reauired checks; and the more ©xponslve the 
oporations.^® 

S3more Peterson and E. Q-rosvenor Plowman have this 
to say about the i>olnt in the organisation at which coordination 
should take place; 

The point at which coordination between different 
executive activities must take place is of great importance. 
Only a small number of problems of greatest oisnlflcanco 
should be coordinated by the company president or top 
executive. It follows that the top executive of a business 
must select executives and assign their duties in such a 
manner as to keep at a mlnlaiuia his own personal coordination 
problems . 

Organiaatlon Planning; for Naval IJnits^ ^ also emplmslzes 
that "the organization structure of a command should be as 
simple as possible and the number of organizational units should 
be kept at a minimum," 



Si)an of Control 

Span of control is related to coordination, Quoting 
Dr, Richard N. Owens, 

The number of subordinates that one person can effectively 

I’^oraan H, Parish, Systems Analvsla for Effective Ad~ 
ministration (New York: Funk anil v/agnails Co, , 195i)V ^ 

^^Imore Petersen and E. Oroavenor Plowman, Businoas 
Org^aniaation and ?Canagement. Rev. ed, (Chicago; Richard D. 

Irwin, Inc, , 1949), p. 158, 

^ ^rggniaatlon Planntnsr for Naval Units, op, eit ,. p, 2-3. 
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supax^lse Is called the "span of control.” Althoiigh the 
number Is Halted, no exact figure can be given as to the 
proper number of subordinates for one person, While the 
median number of persona reporting to the chief executive 
18 eight, the number ranges from one to thirty-five. 

Several reasons nay be given for limiting the span of 
control. Reducing the namber of subordinates will decrease 
the demancla upon the executive by decreasing the number of 
conference*; and the number of problems brought to him for 
decision is decreased because some activities ore given a 
less promineht place in the organlaation. the sraall number 
of subordinates will decrease the direct relationships and 
also the crosa-relatlonahipe between the auboriinates them- 
selves, The effectiveness of supervision is increased 
because of the lessened demands upon the executive for 
attention to a variety of problems. ^3 



, Conflict of Responsibilities 

Another basic principle is to avoid conflict of re- 
sponsibilities . “There should be no overlapping, duplication, 
or conflict between organizational elements, , . .Each individual 
or organizational unit charged with specific responsibilities 
should be held responsible for results, The business re- 
search expert, Lounsbury Fish, has expressed similar precepts, 
as follows: 

Let US review, for a moment, the considerations which 
should guide this basic division and subdivision of tho total 
undertaking into conponents which will meet these exacting 
requirements - which will permit Management to delegate 
and decentralize its burdens without sacrificing essential 
coordination and control. 

Each should comprise a logical, separable field of 



13owena, op. cit .. pp, 67,63. 

^ ^Qraianlzatlon Planning for Naval Units , op. cit , , 
pp. 2-4, 2-^T 
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reaponslbillty - a natural subdivision of the whole task, 
whose scope and jurisdiction can be clearly defined. These 
aay be relatively distinct subenterprlaes such as product 
or regional divisions or subaidlarieo; functional livlslons, 
like manufacturing, marketing, accounting j geographical 
outposto, such as regional, district or branch office# or 
plants; or staff aspects of the management job. 

Each should represent a clear-out ''contract” for which 
a properly qualified executive, supervisor, or staff man 
can be held squarely responsible an\ accountable, 

E^^ch should have easy, workable relationships with 
other' associated components, with a natural definable basis 
of division between them. It should be clear where one 
responsibility ^leaves off” and the next begins. 

Each should represent a relatively homogeneous and 
cohesive field of responalbllity , made up of elements which 
are compatible, related, having soma common bond. The 
responsibility for any single undertaking should not be 
divided. 

Each should contain all elements which are parts of a 
closely related group, which "belong” together, which 
comprise a complot® entity. Conversely, it should not 
contain incompatible or "foreign” elements which are more 
properly parts of other assignments , ^5 



"Homogeneous Assignment" 

Concurring with the views of Lounsbury Fish on the need 

for "homogeneous assignment," the U, B, Air Force has stressed 

that principle concisely, as follows: 

Similar or related jobs should be grouped together 
within the organisation, and personnel should be assigned 
to jobs In keeping with their experience and skills. I'O 



^^Louiiabury S. Fish, "Organizatlon-FounJation of Manage- 
ment, ” Advanced Kanafrement, Juno, 19^6, cited by Albert Lepawsky, 
op, clt .. p. 40^. 

^%,3,A.F, Extension Course Institute, U. S. Military 
Organisation . Vol, 1, Part A (Gunter Air Force Base, Alabama, 
1954), p. 6, 
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Protection of Functions of Special Importance 

As indicated above, there are strong pressures in tho 

direction of consolidation of some parts of an orgaaiaatlon. 

On the other hanJ, there arc also important reasons why certain 

other parts of an organisation should bo kept separated, 

William II. Kowman has expressed his views on this 

latter category, as follows? 

If a particular activity ia unusually important to 
the success of an entex’priee, it may deserve special recog- 
nition in the organisation. Kot only is the activity 
likely to be placed in a separate division, but the 
more important tho activity, the higher in the adrainistrativ© 
hierarchy la the division attached. 

The "adequate attention" criterion is important 
because of two natural human tendencies. An exocutive or 
an operator with a variety of duties cannot give first 
consideration to each of them, and through pressure of 
work or lack of interest it is entirely masible that one 
or more of the duties will be alighted.^” 



Independent, Impartial Staff Coordination and Appraisal 

Another Important prinolpla is Indeoendent, impartial 

etaff coordination and appraisal. According to Or.ganl nation 

18 

Planning; for Kavsl Units . "Line functions should he separated 
from staff functions." Also, based on a research study of the 
management policies and practices of thirty-one leading indus- 
trial corporations, Holden, Fieh and Smith have derived the 

^^Wllllam H. Nawman, Administrative Action (Hew York: 
Prentice-Hall, Inc,, 1951), pp. 137, 13C 

18 



p. 2-4 



' Ora^aiiaatlon Planning for Naval Units , op, olt . , 
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following priftciplea, 

1) , If the effort of a staff agency Is to be expended 
primarily in behalf of one branch or divloion of the company, 
it would seem logical that it be made responsible to the 
divisional executive concerned. For example, an agency 
organized for inspection and control of quality would 
normally be found on the staff of the divisional executive 
of manufacturing, 

2) . If, on the other hand, the agency is Intended to 
serve two or more divisions impartially, it should report 
to general management either directly or in common with 
other closely related general staff functions. 

In order to be fully effective, central staff concerned 
with such general functions as personnel, organization, cost 
control, and public relations must be free of department 
obligation, influence, or bias, and able to take a broad 
objective viewpoint based solely upon the best interests 
of the company as a whole. Within their respective fields, 
these agencies must be in a position to Investigate anl 
call attention to unsatisfactory conditions in any division 
. or department of the company, and to initiate steps toward 
their correction. This is rendered difficult if the 
agency reports to one of the divisions concerned, because 
the interests of the staff executive may often conflict 
with those of his superior. Furthermore, other divisions 
affected can hardly be expected to receive favorably 
recommendations coming from the same level of management, 
particularly where these may be construed as reflecting 
upon the adequacy of divisional adialni strati on. For ex- 
ample, a personnel department attached, say, to manufactur- 
ing would probably ba handicapped in prescribing for the 
needs of personnel In the sales departments. 

Such agencies, handling important apaclallzed functions 
of general, rather than divisional concern, therefore, can 
properly accomplish their purposes only as the agents of 
general management. Only under such auspices are they in 
a position to secure the effective support and oo-operatlon 
of the various divisional executives with whose activities 
they must properly be concerned, ^9 



^9paul E, Holden, Lounsbury S, Fish, and Herbert L, 

York: 




York: 



15 



Unique Qualifications of Inrllvtduala 

Authorities on organisation generally agree that It la 
desirable first to construct the “ideal” organisation on the 
basis of specific organization criteria. Then the ’’ideal” 
structure can be modified In the light of personality influoncds, 
Ernest R. Breech, Chairman of the Board of Ford Motor Company, 
i»ecently expressed Ms views on this aspect of organization, 
as follows: 

Although the organisation is initially set along these 
(orthodox) lines, it does not remain unchanged. So 
far as we are concerned, no book on organisation has ever 
been written that can be applied dogmatically to any given 
company. A theoretically sound and logical organizational 
setup can and often does founder on the hidden ohoala of 
human nature. 

While the modern executive nay seek guidance from the 
textbook, he romesibers always that he is dealing with 
Individuals and not with theoretical abstractions. Organi- 
sations are nothing more or less tlisn groups of people with 
a common purpose. They must bo rearranged from tins to 
time so that the abilities of the management personnel at 
hand may be used to the greatest effect, 20 

This study does not take into consideration any unique 
qualifications of present incumbents in top management positions 
in the Bureau of Ships, However, the study does take account 
of functions of special current importance. 



20£rnest R. Breech, ”Hovr Did Ford Do It?”, The Journal 
of Acoountanoy (February, 1956), p, 34. 



CHAPTSR III 



PRESENT STATUS, RESPONSIBILITIES, AND 
ORGANIZATION OF TFP BUREAU OF SKIPS 

Before analyain.3 the top ssanagcniont organiKation of 

r i 

the Bureau of Ships, it is first necessary to understand the 
role of the Bureau. Broadly speaking, the major functions of 
the Bureau of Ships consist of designing, building and maintain- 
ing the ships of the Navy, including research related thereto. 

In carrying out these functions the Bureau of Ships serves as 
on operating agency of the Department of the Navy. 

It may be noted from Gimrt 1 that the Secretary and 
the Under Secretary of the Navy are the Immediate administra- 
tive superiors of the Chief of the Bureau of Ships (as well as 
of the Chiefs of the other bureaus). Functional policy guidance 
and revlaw are applied to the Bureau of Ships (and to the other 
bureaus), as follows: personnel, by the Aaslatant Secretary 

of the Navy (Personnsl and Reserve Forces) and the Office of 
Industrial Relations; financial namgement, by the Assistant 
Secretary of the Navy (Financial Managemant ) and the Office 
of Comptroller; material, by the Asalatant Secretary of the 
Navy (Material) and the Office of Naval Material; and research 
and development, by the Aaslatant Secretary of the Navy (Air) 
and the Office of Naval Research. 

The organization of the Department of the Navy has many 
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features in ooajtaon with large, molern industrial corporations, 

PI 

such as General Kotors, Except for the profit aotive, the 
status of the Bureau of Ships In the Navy Department is generally 
sliallar to that of an operating division in a large corporation. 
The Chief of the Bureau may be 11 honed to a cenoral manager; 
the Asaiataat Secretaries of the Navy, to vice presidents} the 
Under Secretary, to an executive vice presldsat; an 3 the 
Secretary, to the preoident of a corporation. This study of 
the top aanageaent organization of the Bureau of Ships has 
been developed on such a premise . 

Magnitude of the Operations of the Bureau of Ships 
The Annual Financial Report, U, 3. Navy Bureau of 
Ships. Fiaoal Year contains information indicating the 

magnitude of the operations of the Bureau of Ships. During 
fiscal year 1955 the Bureau spent approximately one billion, 
eight hundred million dollars to design, build and maintain the 
ships of the Navy. It was estimated that expenditures for 
fiscal year 195^ would be at about the same level. 

The ship conctruction and convaralon programs have 
covered all types of veaselc with primary emphasis on aub- 

SlDale, op. cit . . pp. 93-105. 

^ ^Annual Financial Report. U. 5, Nhvy Bureau of Sh3.ps. 
Fiscal Year 1955 ('fgahln^ton: Bureau of Department). 
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marines, destroyers and aircraft carriers. Expenditures in 
fiscal year 1955 for construction and conversion amounted to 
767 million dollars with an estimate for fiscal year 1956 of 
883 million dollars. Of particular interest is the construction 
program for the large F0HRE3TAL Class aircraft carriers. 

The Bureau of Ships maintains and operates a world- 
wide shore establishment necessary for ship construction and 
repair. During fiscal year 1955 the number of activities under 
the management control of the Bureau of Ships increased from 
104 to 117. Approximately 112,000 of the 130,000 employees 
required are In the eleven naval shipyards an-^ the ship repair 
facility at San Diego, Next In size of employment are nine 
laboratories. Other important parts of the shore establishment 
are the departmental headquarters in Washington, submarine bases, 
ships departments of naval stations throughout the world, and 

offices for inspection and liaison with industrial firms having 

1 

contracts with the Bureau of Ships. 

From the above it is obvious that the operations of 
the Bureau of Ships are of great magnitude in terms of money, 

; manpower, facilities, equipment and technology. Accordingly, 
the most effective top management organisation of the Bureau 
of Ships la a matter of considerable importance. In the Bureau, 
assisting the top executives, are about 4,000 civilians and 
270 officers. 
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Raaponslbllltiea of the Bureau of Ships, of tho Chief, 
Bureau of Ships, and of the Preaent Top 
Management Organization 

Prior to analysis, wo must also first understand the 
responsibilities of the Bureau of Ships, of the Chief, Bureau 
of Ships and of the present top management ■ organization. These 
responsibilities are sOiSaarlzed in Appendixes II and III, based 
on the Bureau of Ships Administrative Manual. "Bureau of 
Ships Kotices 5430, of 1 July, 1954 and of 12 July 1955”^^ 
and "Bureau of Ships Notice 5430.18, of 7 September, 1955”.^^ 



S3 Bureau of Ships Adraintstrative Manual (Nav Ships 
250-202-7) , Revised through Change ff^2 (’^faahlniton: Bureau of 
Ships, Navy Depart-; ent, 1956), 

24«Bureau of Ships Kotices 5430, of 1 July, 1954 and 
of 12 July, 1955 on subject: 'Assistant Chief of Bureau Des- 
ignations; changes in.'" (’/nshlngton: Bureau of Ships, Navy 
Department ) . 

25«Bureau of Ships Notice 5430,13 of 7 Sept., 1955 
on sub ject: 'Special AssSntant to the Chief, Bureau of Ships 
for Real Estate, Survey and Revlevr; establishacnt of'", 
(Washington: Bureau of Ships, Navy Denartment), 
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AMLY3I3 OF LII^.S OP“RATIKCr GROUPS 

Thus far, in this study, we have ettaiapted to set 
th® stao;C' for the analysis phise, hive statoil the parposo 
and scope of the. study. Invited attention to currant laajor 
trends Influenolng the Bureau’s organization, presented appli- 
cable principles and concepts of organization, and auraniarized 
responolbllities. We can now start our analyaio. This analyels 
will b© in the fora of an appraisal of the present top aanage- 
raent organization as meaaured against the trends and th© 
principles and concepts of organization. 

Nature of the Bureau’s Basic Organisation Structure 

Chart 2 shows th© present top isanag33)ent organisation 
of the Bureau. This organization is tVi© result of oany changes 
evolved in response to varying clrcuaistancea , The Bureau has. 

In general, stood the tests of both war and peace exceptionally 
well. The Bureau’s organisation otruoturo is the "line aiid staff” 
type, composed of 11ns operators, staff cpoclalis-ts, and staff 
esfistants. Basically, this "lino and staff" organization 
appears to be tbs t^pc best auitod for carrying out the 
responalbllltistt of ty® Cliief of th© Bureau, Hovfever, as 
discussed balow, there appeex to be certain parts of the pre- 
sent organization which are sub,3ect to improvereent. 
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PRESENT TOP MANAGEMENT QRG-ANIZATION 
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Th« Two Basic Line Functions 
The various responsibilities of the Chief of the 
Bureau, as susumarlzecl in Appendix II, may be condensed Into two 
basic line functions, as follows: 

(1) Shin design, procurement, construction, conversion, 
alteration, repair, maintenance, equipage, and 
research relating thereto j and 

(2) management control of field activitleg whose 
primary functions are the design, construction, 
conversion, alteration, repair, maintenance, or 
research relating thereto; and supervision an) 
Inspection of the foregoing, 

( Note : These two basic line functions are an extension of each 
other). 

Groupings Based on Present Organization 
Based on the present organization outlined in Appendix 
III, line operating executives corresponding to these two basic 
functions may be grouped, as follows: 

(1) for ships — 

(a) Assistant Chief of Bureau for Ship Design 

and Research (one phase of his reoponsibllltios) ; 

(b) Assistant Chief of Bureau for Shipbuilding 
and Fleet Maintenance; 

(c) Aseistant Chief of Bureau for Electronics 
(one phase); 
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(d) Assistant Chief of Sursau for Kuclear Propulsion? 
and 

(2) for field activities — 

(a) Assistant Chief of Bureau for Ship Desisn and 
Research (one phase); 

(b) Assistant Chief of Bureau for Field Activities; 
and 

(c) Assistant Chief of Bureau for Elsctronloo 
(one ptiaee). 

Ship* 

As noted above, there are now four Assistant Chiefs 
Involved in the basic ”ahlpa’* line function. These are the 
Assistant Chiefs of Bureau for Ship Design and Research, 
Shipbuilding and Fleet Maintenance, Blectronloa, and Kuclear 
Propulsion, This present organization and asslgnraent of func- 
tions raises questions of coordination, span of control, scono»y, 
protection of "Infant" technology, conflict of responsibilities, 
and separation of line from staff. There are sarloas variances 
froa principles and concepts of organization set forth In 
Chapter II, above. 

Coordination . — The present situation wherein four 
Assistant Chiefs are engaged In the various aspects of one line 
function ("ships") has created problaase of coordination. This 
Is particularly true in the case of praliialnary declgno. The 
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fooua of alectronlca and nuclear propulsion personnel tends 
! to be fixed on their apecialties rather than on the ship as a 
whole. Accor .linsly, the overall designs of ships Is apt to 
be not as well balanced as might otherwise be the case. The 
Assistant Chief for Shipbuilding and Floot Maintenance also 
has design reaponBibllltles which require extensive coordination 
with the Assistant Chlofs for Ship Design and Research, Electron- 
ics, and Kuolear Propulsion. Under the existing organisation, 
coordination of design cannot take place below the level of 
the Chief of the Bureau except insofar as it results from 
voluntary agreement among the four Assistant Chiefs concerned. 
Consolidation would result in better coordination. 

S-pan of control . — Four Assistant Chiefs reporting to 
the Chief in connection with one basic function {"ships”) 
appears to use up too large a propiortlon of the Chief’s span 
of control. Later In this study specific recommendations are 
given to effect reduced span of control, 

Eoonomy . — The costs of an organization to perform a 
function are, of course, an Important consideration. The pre- 
sent organization for handling the "ships" fimction appears 
excessively costly. Horizontal coordination between the four 
Assistant Chiefs requires liaison groups. For example, there 
are "ship type desks" under both the Assistant Chief for Ship- 
building and Fleet Maintenance and the Assistant Chief for 
Electronics, In alJltion, clerical and supervisory costs appear 
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greater than woulr! be the oaao with fewar Aosistant Chiefs, 

Since the Bureau of Ships Ic subject to personnel cellinga, 
costs in ter-ns of :aanpower aro as Important a factor as coats 
in terms of dollars. 

Conflict of reaoonslbllltlea . — It may be noted from 
the summary of r'^sponsiblllties In Appendix III that the Assistant 
Chief for Ship Design and Research Initiates and is responsible 
for design until the contract plans and specif Icatione ere 
approved. At that point the Assistant Chief for Shlpbuildlns 
and Fleet Maintenance takes over responsibility for develop- 
ment and coordination. Accordingly, there Is divided respon- 
sibility; no single Assistant Chief can be held responsible for 
a completely integrated ship design. 

Prior to 19^2 a similar situation existed. However, 
in 19^2 Ship Design was consolidated with Shipbuilding. The 
consolidation apparently v/orked well during the balance of World 
War II and remained in effect until July, 1954, At that time 
Ship Design was separated from Shipbuilding (both had been 
under an Assistant Chief for Ships) and consolidated with Re- 
search, reportedly to establish a closer tie between Ship 
Design and Research. Accordingly, there is now divided re- 
sponsibility for overall ship design. This situation would be 
particularly undesirable during wartime. There should be a 
ro-conaolldatlon of Ship Design and Shipbuilding in the intereet 
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of contrallaod responsibility, Re-consolldatlon would tighten 
coordination, shorten communications, reduce time elements, 
and centralize control over moat shlpbuillins phases. . 

Protection of ^Infant” technoXogy . — In ths Bureau of 
Ships, electronics and nuclear propulsion, ac ’’Infant** techno lo~ 
gloa, have received special organizational recognition. Illlsc- 
tronlcs attained this status early in World II; s.11 electron 
lea functions were consolidated in 19^2 under a division 
director reporting directly to the Chief of the Bureau, Later, 
the division director was re-deslgnated an Assist-int Chief, 
Nuclear propulsion, which la considerably younger than electron- 
ics, was placed under an Assistant Chief in July, 1955. 

It la considered that sufficient time has elapsed for 
electronics to reach full maturity. It also appears that 
separation of ’’ship” from ”Bhore” electrcnlco an’ consolida- 
tion with other related parts of the Bureau’s organization 
could be effected now without interfering with the rate of 

; technological progroae. Such a consolidation would facilitate 

1 

1 coordination, reduce the Chief’s span of control, and achieve 
savings In personnel an 5 costs. 

There are strong arguments In favor of consolidating 
nuclear propulsion with other parts of th? Bureau. Nuclear 
propulsion Installations hsvo a fundamental effect on the 
design of a ship, particularly submarines where buoyancy, 
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stability and space are eapeolally critical factors. Nuclear 
propulsion has a considerably greater effect on a shlp*o 
basic design than does electronics. On the other hand, the 
adrantages of direct accens to, and support by, the Chief 
appear to be the predominant factors at this stage of the 
development of nuclear propulsion. However, consolidation 
with other related parts of the Bureau should taka place at 
some Indeterminate future date. 

Independent. Impartial staff coordination and nonralsal . 
It Is interesting to observe that the Assistant Chief for ?5hip 
Design and Research has both lino nn,3 staff responsibilities , 
Research projects have their origin In the minis of the person- 
nel who are responsible for the design, construction, end main- 
tenance of the ships of the fleet. These groups are located 
under the Assistant Chief for Ship Design an"’ Research, as well 
as the Assistant Chiefs for Blectronlca, Nuclear Propulsion, 
and Shipbuilding and Fleet Maintenance, Projects are conceived 
on the basis of opsratlonal requirementB established by the 
Chief of Naval Operations. This is a line responsibility. 

Project proposals, as approved by the respective 
division directors and Assistant Chiefs, flow to the office 
of the Assistant Chlof for Ship Design and Research, The 
Aealstant Chief for Ship Design an'^ Research, with the aid of 
his planning staff, forrculfites an integrated techtilcal program 
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which takes into account broad guidance received fron the 

I 

I Chief of Naval Operations, Office of Naval Research, Office of 
the Assistant Secretary of the Navy (Air), and Office of the 
Assistant Secretary of Defense (Research aul Dovclopaent ) . 

This iB a staff responsibility. 

The plan, when finally approved and fundod, is ©xecuted 
by the &&Sio biireau aections which sub^ittod proponals in the 
firBt place. They begin opei'ttfciona by nubiUittln? requeatc for 
project orders at the Rureau'a laboratories and shlpyarde. 

Those re iuests are subroittod in turn to the directors of their 
respective divisions, the office of the Assistant Chief for 
Ship Doaign and lesearch, ant the Coaptrollsr. Requests for 
procara.jcnt by contract follow the saiao courso but include 
finally the Director of Contracts. Whsn funis have been ob- 
ligated by award of contracts or placeaent of project orders 
at laboratories or shipyards, the sarao sections again aaeuae 
technical diroction of their respective projects. They follow 
progreso clcuciy. 

It cay be observed froa the above that tho Assistant 
Chief for Ship Design and Research has both line and staff 
responaroillties, Hia line rosponaibilltles are related to 
the raaearch projects which are initiated an i follov;©d-up by 
tho personnel under his supervision. His staff responsibilities 
are related to the preparation of an integrated toclinlcal 
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prograta, coverln 3 th-s research projects for four Assiatant 
Chiefs (lncXuiin 3 himself). Because of fun'ia limitations, 
prepax*atlon of an integrated program ro'iulrss the asalgment of 
relatlv^e prlorltlea by the Assistant Chief for Ship Design 
and Research. Accorllngly, he la in the cllffioult position 
of trying (1) to ^cpax'c ItEprir tlally an integrated priority 
list oontalnlng his own projects as well as the projects for 
which Uiroe oth^r ADsictaot Chiefs are raeponGlhlo, and (2) 
to appraise psrfor.Tance impartially. 

The ar.sign.oent of both lino and staff rosponslbllltlea 
to the AsaiGtant Chief for Ship Design an! Research is in 
conflict with th.e principles of ’’independent, Impartial staff 
coordination and appraisal,” as praoented in Chapter II above, 
Conoluslona . — The above analysis leads to the follow-- 
Ing conclusions: 

(1) Consolidation of Electronics with other related 
parts of the Bureau would Improve coordination, 
reduce the Chief’s span of control, and result in 
savings in manrower and funds. 

(2) A separation of research staff (coordination and 
appraisal) rosponsibilitles from line reaponal- 
bllitlcs currently unlor the Aoslstant Chief for 
Ship Design and .Research is required in the Intereste 
of impart!) al haiidlli" r o " the staff reoponsibilltleB . 
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(3) A conooll^^ation of tha design rasponaibllltles of 
the Assistant Chief for Ship Design and Rooearch 
with the responsibilities of the Assistant Chief 
for Shipbuilding and Fleet l^alntenanco would 
eliininat® a conflict of reaponsibllltles that now 
exists and improve coordination and control over 
most shipbuilding phases. 

Recommendations . — Accordingly, it is recommended that: 

(1) the position of the Assistant Chief of Bureau for 
Electronics be dlsestablishod; 

(2) "shore” electronics he separated from "ship" 
electronics j 

(3) the position of the Assistant Chief of Bureau for 
Ship Design and Research be disestablished; 

(4) reseajcch staff responsibilities be separated from 
ship design lino and reseaurch line responsibilities, 
all of which have been un1er the Assistant Chief 
for Ship Design and Research; 

(5) Ship Design be re-consolidated with ShlpbullJing; 

(6) the position of Assistant Chief of Bureau for Ship- 
building and Fleet Maintenance be disestablished; 

(7) the position of Assistant Chief of Bureau for 
Ships be re-established, to consist of a consolida- 
tion of 

a) "Ship” electronics, 
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b) Shipbuilding and Fleet Maintenance, and 

c) All line responslbilltlea (including Ship 
Deoign and line resoarch) currently under 
the Assistant Chief for Ship Design and 
Research; 

( Mote ; The recommended organisational locations 
of "shore” electronics and research staff 
responslbilltlea will be covered later in this 
study ) ^ 

(8) no change be made at the present time with respect 
to the position of Assistant Chief of Bureau for 
Nuclear Propulsion, However, planning should be 
In the direction of eventual consolidation under 
the Assistant Chief for Ships, 

Field Activities 

Management control . — The major reaponsibilltlea 
Included In management control Involve personnel ceilings, 
industrial relations, organization, and facilities. Three 
Assistant Chiefs are now engaged in management control aspects 
of the basic “field activities” line function. These are the 
Assistant Chiefs for Ship Design and Research, and for Electron- 
ics, as well as the Aaolatont Chief for Field Activities, The 
present situation has created problems arising from a conflict 
of responsibilities. 
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Electronics . — In the case of Electronics, the chief 
source of difficulty has been In connection with the administra- 
tion of the ** Advanced Base Functional Components Program,” As 
discussed above under "Ships”, it appears timely to consolidate 
Electronics with other related parts of the Bureau. In the 
event of ouch a consolidation, "shore” electronics should be 
consolidated under the Assistant Chief for Field activities. 

laboratories . — The Bureau of Ships operates nine major 
laboratories, employing about 7|O00 persons and bavlng a plant 
account value of about one hundred million dollars. Additional 
development and test work Is carried on In eighteen smaller 
laboratories which ox»erate as divisions of the eleven naval 
shipyards , 

The laboratory portion of the Bureau of Ships’ program 
is planned in advance- before the beginning of each fiscal year. 
As discussed previously, various sections under four Assistant 
Chiefs Initiate research projects. These projects are coor- 
dinated Into an Integrated research program under the jurisdic- 
tion of the Assistant Chief for Ship Design and Research, Part 
of the projects are to be handled under contract, while part 
are tentatively scheduled for accompli ahment in the Bureau of 
Ships* laboratories. 

After being advised of the Bureau's desires as to the 
projects to bo carried out and the Bureau's estimate of funds 
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to be provided, each laboratory is requested to submit a pro- 
posed program for the year. This proposal Is reviewed by the 
Bureau and, in moot oases, a oonfereno® is held with the 
laboratory management, out of which is prolucod the approved 
progress. By this means the Bureau makes the most effective use 
of the scientific' staffs of its laboratories, and caaintalna a 
balanced reaaaroh program within the fiscal limitations Imposed, 
In fiscal year 1955 the Bureau of Ships expended about 
seventy-two million dollars for research and development. It 
la estimated that approximately the same amount will be expended 
in fiscal year 1956, during recent years approximately half of 
the funds have been expended for work aocompliahed in the Bureau 
of Ships* laboratories, and half for work under contract. 

There are strong differences of opinion within the 
Bureau of Ships as to which Assistant Chief should have manage- 
ment control over personnel ceilings, industrial relations, 
organisation, ana facilities for the laboratories. On® view is 
that the staff of the Assistant Chief for Ship Design and 
Research has a clearer tuadorstanilng of research re ^ulrements 
and la more sensitive to the needs of the laboratories. 

The opposing view offers the following arguments: 

1). The Assistant Chief for Field Activities already 
has a well-balanced staff capable of liandUng 
all phases of management control for all field 
activities. 
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2) , The Assistant Chief for Ship Design and Re- 

search does not have at the present time a staff 
capable of hanlling all phases of taanagement 
control of the laboratories. Such a staff 
under his Jurisdiction would repreeent costly 
duplication. 

3) , Manageaent control of laboratories le no more 

difficult tlian laanagement control of naval ship- 
yards or other Bureau of Ships* field activities, 

4) , Separation of management control of laboratories 

from management control of other field activities 
would require excessive coordination by the 
Chief to insure uniformity and balance. This 
would be particularly true in tho case of in- 
dustrial relations and facilities matters 
referred to higher levels of ths Department of 
the Navy for rsvlsw ani approval. 

5) . The staff of the Assistant Chief for Ship Design 

and Research does not and could not exercise 
management control over the fifty per cent of 
the research work that is handled under contract, 
A similar ’’buyer- seller” relationship should be 
considered to exist between the Assistant Chief 
for Ship Design and Research on the one hand, 
and the Assistant Chief for Field Activities 



36 



in conjtinction with th© laboratorleo on the other 
hand, 

6), In the interest of independent, irapartial 

coordination and appraisal, a research coordinat- 
ing staff should not have line operating respon- 
oibilitleo. 

This question has not yet been resolved. As may be 
noted in Appendix III, a compromise situation now exists. The 
Assistant Chief for Ship Design and Hescarch and the Assistant 
Chief for Field Activities are jointly responsible for manage- 
m«nt control of th? laboratories. Such joint responsibility 
Is contrary to soun' principles of organization, and bas led to 
a number of avoidable confllcto and lalaundoratandinga. 

Cone luBlons . — The above analysis leads to the follow- 
ing conclusions: 

1) . Consolidation of “shore” electronics under the 

Assistant Chief for Field Activities would 
facilitate coordination, 

2) . Joint reaponeibillty for management control of 

laboratories la highly undesirable. 

3) . Arguments appear to favor assigning the sole 

responsibility for management control of labora- 
tories to the ABslotant Chief for Field Activitle 
Recom.iisndations . — Accordingly, It is recommended that: 
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1) . ’‘shore" electronics be consolidated under the 

Assistant Chief for Field Actlvitieaj and. 

2) . sole responsibility for management control of 

the Bureau of Ships* laboratories be assigned 
to the Asaiatant Chief for Field Actlvltloa, 



CllAPTOl V 



AMLSSIS OF STAFF SPECIALISTS AND STAFF AS3I3TAKTS 

Staff Spsclaiiotfl 

Pi*»8<tnt orotanlaatlon. <— Staff apscialisto in the 
praaent top managaaent organisation provldo a functional service 
to th« lino operators, other staff p- 2 rsormcl, and/or advlae the 
Chief of the Bureau, Thee© staff apsolallsts ar© as follows: 

1) Assistant Chief for Adainletratlon; 

2) Assistant Chlaf for Ship Design ani Besoarch (as 
discussed previously, his ctaff responsibilities 
consist of the coordination of ree»aroh)j 

3) Director of Contracts: and 

4) Comptroller, 

From an analysis of rccjxsnsibilltles and orsanlzation 
structure (Appsndixes IX and III) and from discasnlons with 
cognlaant officials, it appears tliat the preaent or^ganiaatlon 
satisfactorily meete staff specialist re »ulreafjnt8, except in 
the case of Reeearoh and Daoign, 

Reaearoh and De^igp. -- Because aore than one Assistant 
Chief Is engaged in lln® research, thisre io a continuing need 
for staff coordination and appralcal. Tor ro&eonc outlined in 
Chapter IV, above, staff research rosponstbllitloe nhoul" be 
separated from research line und ship doslgn lln© responsi- 

58 
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bllitJLes. v/hlls there ahould he a eeparation between line 
staff, It lo essential for expeditious atii eoonoaica,! technolog- 
ical progress that there be close coordination betwoen research 
and design* This is particularly truo from a long-range view- 
point. Otherwise, experience ho.3 shown there will bo nis- 
directed effort, wasted funds, and slow progress. 

The Bureau of Ships has a group of research staff 
apeolallsts, coordinating and appraising research for the entire 
Bureau anl reporting dii’ectly to the Chief, However, there 
does not exist a sia&llar staff group for all phases of design 
(hull, machinery, electrical, electronics anl nuclear propul- 
sion) , 

Experience has shown that line operating groupo gener- 
ally do not have th9 tlmo for oonteciplativc, loni^-rangc studies. 
Line peraonnel are usually too busily engaged In meeting day-to- 
day deadlines. One attempt male by the Chief daring recent 
years to provide himself with staff service for long-range 
design consisted of the eatahliahaient of a Ship Design Coordina- 
tion Committee, Membership on this Coamlttea was on an 
‘’additional duty" basis. This Committee was disestablished a 
short time ago, reportedly boca.use some Ship Design personnel 
felt that the existence of such a Cocmilttee represented a de- 
motion in their ovm status. Currently, Ship Design personnel 
are making long-range design staff studiea in addition to their 
regular line duties. It la considered that this latter arrange- 
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is not oonducivo to optlmua originality of thought and vision. 

Conolunlona . — The above analyaie loads to the follow- 
ing c one lus Iona: 

1) . There ie a contlnuinv requlrenent for insiependent, 

Impartial research staff coordination and 
appraisal, 

2) , The Chief also has a rsquirsment for long-range 

design studies, 

3) . Thera should be a cloo© organization tie between 

research and design, 

4) , A staff opeclnllat group reporting dlroctly to 

the Chief appears to be the optimum organiza- 
tion arrangement for independent, impartial 
research coordination and appraisal and long- 
range design service, 

Racomrsendatlon . — Accordingly, it is recommended that: 

1) . the position of Assistant Chief of Bureau for 

Research and Design b© established, as a staff 
specialist j and 

2) , the present research cooir3inotlng group be 

con.oIl.-ated v/ith a ne^^ staff design group under 
thlc Assistant Chief. 
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Staff Assistants 

Present omanlzatlon . — The prt3sent staff assistants 
to th© Ohlef of th© Bureau are as follows t 

1) Inspector Qanex'al, 

2) Adialnlistratlve Aide, 

3) Aaalatant for Real Estate, 

4) Technical Assistant, 

5) Director of Plaanli^, 

6) Coordinator of tfniersea Warfare, 

7) Value Ensfineering;, 

3) Legislation and Liaison, 

9) Counsel, and 
10) Patent Counsel, 

Froia an anal:/aiQ of x'esponsioilltlea and organisation 
structure (Appeiidixes II and III) aaJ frou dl^cusaions with 
cognizant officials, it appears that the present organization 
satisfactorily meets staff assistant re-juirements. 



CR..PT“R VI 

MJOR CONCLUSIONS Ais'D H3C0R4SM0ATI0NS 
Major Goncluolono 

The leajor cor.clusione resulting froia this study are as 

follovm: 

1) . The Bureau of Ships has a basically sound, '’line 

anl staff” type, top laanageasent organisation. 

2) , Cortaln parts of tho organisation are subject 

to liDprovajent. 

i-lajor Reco2Ci2endation8 

The iLajor r®com.-,sn:.Tatlons ara, as followu, that: 

1) , the follovring x>osltioo« be dloeatablishodj 

a) . Assistant Chief of Bureau for Ship Deoign 

and Research, 

b) ., Aaeiatant Chief of Dursau for Bhlpbulldlng 

and Vloet Haintonance, and 

c) . Assistant Chief of Bureau for rILoctronios; 

2) , the position of ABslstant Chief of Bureau for 

Ships bo re-eat3blisho;3, to consist of a con- 
aolllation of 

a) , ”Shlp” elootronics, 

b) , Shipbullling and Fleet Maintenance, anl 

c) . All line responsibilities (including Ship 
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Design and line research) currently unier 
the Assistant Chief fcr Ship Design and 
Research; 

3) . the position of Aaaiatant Chief of Bureau for 

Hesoarch axil Design be established, as a staff 
speciallct, having responsibilities primarily 
for coordination of rosoarch and for long-range 
do sign; 

4) , “shore’* electronics be consolidated under the 

Assistant Chief of Bursau for Field Activities; 

5) , sole responsibility for management control of the 

Bureau of Bhlps* laboratories be aaeignsd to the 
Assistant Chief of Bureau for Field Actlvltlea; 
and 

6) , no change be made at the present time with re- 

spect to the position of Acclataat Chief of 
Bureau for Nuclear Propulsion. However, planning 
should be In the direction of eventual con- 
solidation under tha Assistant Chief of Bureau 
for Ships. 

Chart 3 shows the recommended top raanagsmeat organiza- 



tion for the Bureau of Ships 



SPECIAL ASSISTANTS 
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Chart 3 



RECOMMENDED TOP MANAGEMENT ORGANIZATION 



fSSMnOUlK ^wTenc*! mvvt'.«ti9 




Ammix 1 



LIST OF OFFICIALS OF THc bur:::au of ships with 

WHOM DISCUSSIONS WSRK HSLD 

B®thaa, J. S., Capt,, Director, Ship Design Division. 

Bull, w, I,, Capt., AealQtant Chief for Electronic#. 

Bursynskl, H, 0., Capt., Aaolatant Chief for Adsulnl strati on, 

Carroll, D, L. , Capt., Director, Field Inspection Division, 

Crane, J, W,, Director, Adolnlotrative Management Division, 

Cronin, R, E,, R, Adta,, Assistant Chief for Field Activities, 

Elliott, C. F., Assistant for Legislation and Liaison. 

Farrln, J, M,, Jr., Capt,, Director, Ship Design Division, 

Qarrels, R, S,, Capt,, Director, Manageaent Control Division, 

Honslnger, L, V., R, Ada,, Assistant Chief for Shipbuilding and 
Fleet Maintenance, 

Mandeltcorn, R, S,, Capt., Comptroller, 

Manaeau, B, E. , R, Ada., Deputy and Assistant Chief of the 
Bureau, 

Mo^ullkln, J. H«, Capt., Head of Preliminary Design and Ship 
Protection Branch, 

Muaiaa, A, C,, R, Ado,, Chief of the Bureau. 

Peck, 0., Former Director, Industrial Relations and Manpower 
Division, 

Rice, J, E,, Capt., Director, Haval Personnel Division, 

Slaven, F, W,, Capt., Assistant to Director of Planning, 

Stevens, W, L, , Head of Mamgement Engineering Section, Management 
Control Division. 

Tllburne, E, R., Capt., Director, Research Division, 
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APPENDIX II 



RESPONSIBILITIES OF THE 3UR3AU OF SHIPS AND 
OF THE CHIEF, BUREAU OF SHIPS^S 



The Bureau of Ships 

RESPONSIBILITIES: The reeponaibllltles assigned the 

Bureau of Ships are set forth In Chapter 4 of the Navy 
Regulations, as follows: 

(a) The design, procurement, construction, repair, 
and research pertaining thereto, of vessels, am- 
phibious craft and vehicles, boats, surface tar- 
gets, barges, and service craft of the Navy, 
Including all related matters not assigned to 
other bureaus of offices, and excluding service 
craft assigned for control to the Bureau of 
Yards and Docks. 

(b) The preparation of studies and tentative designs 
that may bo roq,uestod by the Chief of Naval Opera- 
tions as a basis for recommendations to the 
Secretary of the Navy on new vessels; and, follow- 
ing approval by the Secretary of the Navy, the 
development of designs. In consultation with 
other bureaus and offices concerning matters 
under their technical control, to achieve the 
required military and functional characteristics, 
structural strength, and seaworthiness, 

(c) The design, development, procurement, and distri- 
bution of: 

(1) Materials and appliances for defense against 
chemical, biological, anl radiological war- 
fare in ships, and other water-borne craft, 

(2) Respiratory protective devices, diving equip- 
ment, mine counteraeaaures, submarine rescue 
methods and equipment, and submarine ©scape 
training facilities. 



^ ^Bureau of Shins Adralnlstratlve Manual , op. clt . , 
pp 100-1 to 100-4, 
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(3) Special dovlc 0 » of the Naval Coiainunloation 
Service, and radio, radar, and sonar equip- 
aont and acoesoorles for use ashore. 

(d) Conduct and coordinate studies and investigations 
associated vlth the phenomena of radiological con- 
tamination and decontamination against radio- 
activity; and provide data neceaoary for develop- 
ment, application, and procurement raaponBlbllltles 
assigned to other bureaus and offices In these 
fields, 

(e) Establlahlng th® opacification and inapectlon 
procedures necessary to Insure the desired quality 
of fuel and lubricants for use in propulsion and 
auxiliary laachlnary and equipment in naval vessels, 

(f) Provision of equipage for the salvaging of sunken 
and stranded vessels, including th® procurement 
of services from salvage agencies outside the 
Navy* The supervision" of major operations involv- 
ing salvage of stranded and sunken vessels shall 
also be the reaponslbillty of the Bureau of Ships. 

(g) Maintaining current lists of all vessels and craft 
(except air craft), Inc lu ling service craft of the 
Navy, showing their classification, characteristics, 
anl other pertinent data; and publishing these 
lists perlollcally for the information of the Navy 
Establishment. 

TECHNICAL COKTaOL: The Bureau of Ships shall exercise tech- 

nical control, in ailltlon to that implicit in the reepon- 
slbilltles enumerated above, of the followlnst 

(a) The alteration, repair, an! up-keep of hull, laachin- 
ery, and equipment of naval ships, boats, and craft; 
anl the operating standards and procedures per- 
tinent thereto, 

(b) Standards and procedures for th® dry-docking of 
all naval vessels. 

(c) Methods and procedures for oalvaglng stranded and 
sunken vessels. 

COI’ITaOL: The Bureau of Ships shall exercise 

management control of those coamnds and orsanl”.atlona estab- 
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llshed as ssparat# activities of the shore establishment 
whose primary functions are: 

(a) Design, construction, and repair of ships, boats, 
and other surface and subsurface craft, 

(b) Research, test, and development pertaining to ship- 
building, ship propulsion, and equipment under 

its control, 

(c) Supervision and inspection of the foregoing. 



Chief of Bureau 

RESPONSIBILinsS: The Chief of the Bureau of Ships is re- 

sponsible to the Secretary of the Havy for the execution 
of the duties anl responaibllitios assigned to the Bureau of 
Ships. He is delegated additional responsibility by the 
Secretary of Navy and other competent authority as follows; 

1, Naval Technical Assistant ; As a Naval Technical 
Assistant, the Chief of the Bureau of Ships is 
responsible for the discharge of all lutleo assigned 
to the Bureau of Ships; acts as technical adviser 
and assistant to the Secretary of the Navy, the 
Civilian Executive Assistants, an! the Chief of 
Naval Operations, in the formulation of policies and 
procedures governing the administration of the Naval 
Establishment; la responsible, as applicable and 
within limits of his assigned field of authority for: 

(a) The research in, and the design, development, 
procurement, proluctlon, distribution, mainten- 
ance, and readiness of material and facilities, 

(b) The procurement, training, administration, and 
assignment of personnel, 

(o) The management control of activities assigned 
for that purpose, 

(d) Technical control of matters assigned, 

(e) The evaluation of, and report upon, the adequacy 
of naval and industrial production facilities 

to meet the needs of the Naval Eatablislment 
in time of war. 
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(f) The control, subject to the provisions of law, 
of funis appropriated and allocated for the 
performance of the work of the Bureau of Ships, 
and the preparation of estimates for funds 
required to carry out approved plana and 
directives. 

2, Coordinator of Shiobuildina: ; As ’’Coordinator of 
^hi pbul Idl ng ” for the Naval Establishment, the Chief 
of the Bureau of Ship® is delegated responBlblllty 
by the Secretary of Navy for: 

(a) Issuing oriera, as may be necessary, direct 
to bureaus and offices concerns ’ in order to 
effect timely delivery of needed materials for 
which they are responsible at the specified 
shipbuilding and ship-repair actlvltlea, 

(b) Representing the Secretary of Navy for the 
Navy's Interests in shipbuilding an.T in ship- 
building facllltlss of other Covsrnment agendas 
and private industry, 

(c) Issuing written orders or instructions relating 
to the coordination of shipbuilding for the 
Naval Satabllahment by direction of, and con- 
sidered as emanating from, the Secretary of 
the Navy , 

3. Coordinator of Shipbuildin/a:. Conversion and 

Ac Coordinator of Shipbuilding, Convoralon, and 
Repair” for the Department of Defense, the Chief of 
the Bureau of Ships la delegated responsibility by 
the Chief of Naval Operations for: 

(a) ”planning for mobilization and for coordinating 
repairs and conversions within the continental 
limits of the United States to , . . ships and 
watercraft (of the Department of Defense), and 
of representing the Department of Defence in 
coordinating such matters with the Maritime 
Administration and other agencies. This coordi- 
nating rasponaiblllty will be effective upon 
the Initiation of hostilities or upon declara- 
tion of a national emergency. The order of 
build Ing, conversion and repair shall be in 
accordance with priorities established by tho 
Chief of Naval Operations for naval vessels 
and craft, and by other competent authority, as 
appropriate, for other ship and craft,” 
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4, Coordinator of Ship Repair and Conversion for the 
Department of Defense and Department of Commerce, 

5, Aa assigned by the Chief of Naval Material, on 25 
April 1950, the Chief of the Bureau of Ships is 
responsible for the purchase of ships and other 
watercraft for the Department of Defense (except 
combat ships and landing craft previously assigned 

to Bureau of Ships cognizance, and floating drydoclca), 

6, As set forth in OPMVIHST 4700,9 of 14 January 1953, 
the Chief of the Bureau of Ships is responsible for 
the construction and conversion of all commlaslonsd 
(U35) and in-service (U3S3) ships administratively 
a88lgn®d, or to be assigned, to the Military Sea 
Transportation Service, 

LIAISON RELiVTlONSHIPSs The Chief of the Bureau of Ships 
maintains liaison relationships with the Secretary of the 
Navy, other Navy Department offices, other Federal agencies, 
private Industry and other activities as necessary in the 
performance of duties described above. 



APP&TJDIX III 



RSSPOX'^IBILITISS OF THK PRESEKT TOP MANAOE.n”?fr 
OR*3AXvIZATIOK OP THE BOT^U OF SHIPS^? 



Code Position 

101 DSPfJTY AHO A3SISTAHT CHIEF OF SURFAU, A3RISTAKT COOHOIH- 
ATOR OF SHIP3aiLlJlfl3, AT) A:STSfAnT COORDINATOR OF 
SRIPBUILOI^hO, conversion and ESPAIRj Th® principal 
exsoutive aasiotant to th® Chief of tbn Bureau, 

102 INSPECTOR G-ENERAL; Inquires Into and reports to the 
Chief of the Bureau as directed, upon all matters which 
affect th® efficiency and economy of the Bureau of 
Ships and assigned field aotlvitiea, 

lOA ADMINI5TRATIVS AIDE; AsBlatQ the Chief of the Bureau 
in setiaral adnlnistratlv® jsatters and performs special 
aaolgnmenta as directed, 

105 ASSISTANT FOR REAL ESTATE: Is responsible for: 

(a) Conluotlng a survey of all present and prospective 
use of real estate In which the Bureau of Ships 
has an Interest; 

(b) Establlehlny, llaioon with other Qoverniaent agencies 
as appropriate for this report, 

(c) Developing the Bureau's position resardlng the 
future status of all such real estate, and making 
required reports to higher authority, 

106 TECliHICAh AA:i:>TAHT: 

(a) Collects and analyzes data, and prepares manu- 
acrlpta for books on general subjects relating 
to tho work of the Bureau where the scope Is 
broader than th's.t of Interested Bureau subdivisions. 



J?7r 



"Bureau of 



' Bureau of SMos Ad»i3inlBtratlve lianual . 

Ships Notices 5430 of lJuly,l9:i4 and of 12 Julv. 1955,*' and 
"Bureau of Ships Notice 5430.18 of 7 Sept., 1955,” on. cit . 
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(b) Renders technical assistance and consultant services 
to the various technical subdivisions of the Bureau, 

(c) Perforins other special tasks of a technical nature 
as assigned by the Chief of the Bureau, 

107 DIRECTOR OF PLANNING: Provides staff assistance to 

the Chief of the Bureau In coordinating Bureau planning 
as follows: 

(a) Conducts long range planning for current and 
anticipated programs from the viewpoint of relation- 
ship of Bureau programs to each other and to the 
overall Bureau mission. Considers the impact of 
such programs on current Inter-Bureau and office 
organisational structure, and recommends to the 
Chief of the Bureau policies and general plans for 
Implementing them. 

(b) As directed by the Chief of the Bureau, analyzes for 
action matters not wholly within the cognizance 

of any one Assistant Chief or head of Bureau 
office; recommends to the Chief of the Bureau 
policies and general plans for accomplishing 
actions directed. Matters already assigned to 
one of the operating divisions of the Bureau for 
coordination will continue to be coordinated by 
the assigned division. 

(c) Coordinates mobilization planning and acta as a 
central source of information in regard to such 
planning. In accomplishing this responsibility: 

(1) Heceives all correspondence and material 
addressed to the Bureau relating to mobilization 
planning; analyzes and refers to the proper 
division for action; reviews all mobilization 
planning prepared by the Bureau divisions, 
including related correspondence. 

(2) Issues necessary instructions to the Bureau 
divisions for preparation of mobilization 
plans , 

(d) Performs other duties as assigned by the Chief of 
the Bureau, 
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103 COORDINATOR OF UNDSRSKA WARFARS: Provides staff 

assistance to the Chief of the Bureau as follows; 

(a) Coordinates within the Bureau the plans, pro- 
cedures and pro,f^a;ss associated with undersea 
warfare in all its phases of research, develop- 
raent, construction, and maintenance consistent 
with ONO directives. Undersea warfare includes 
submarine and anti-submarine warfare, harbor 
defense, mine and torpedo countermeasures, and 
defenae against underwater atomic explosions, 

(b) Reviews Bureau technical programs for their impact 
on each other and the overall Bureau mission. 

(c) Maintains primary liaison with the Chief of Naval 
Operations anl other Bureaus and activities of 
the Naval ^stabiiahment in matters relating to 
undersea warfare, 

(d) Coordinates the Air Defense Program within the 
Bureau, 

109 VALUE ENG-INE3RING: Provides staff assistance to the 

Chief of the Bureau In coordinating the Value Engineer- 
ing Program. 

110 A3SI3TANT FOR LSSIOLATIOK AND LIAISON: Provides staff 

assistance to the Chief of the Bureau on Bureau legis- 
lative and public information matters, 

140 PLuiMNINd COUNCIL: Consists of Chief of Bureau, Deputy 

Chief, Assistant Chiefs, Comptroller, Director of 
Oontraots, Director of Planning and such other members 
as may be apj>ointed by the Chief of the Bureau, Assists 
Chief In policy formulation, discusses problems of 
policy implementation, and provides a forum for the 
exchange of information on current and planned projects, 

141 PLANNING COUNCIL SECRETARIAT: Furnishes such assistance 

as is required by the Planning Council In carrying 

out Its functions. 

150 OFFICE OF COUNSEL: Provides staff assistance to the 

Chief of the Bureau in connection with all matters 
pertaining to buolness or commercial law (except patent 
matters). These include the legal aspects of the follow 
Ing; Procurement policies and procedures, contract 



forraa and clauses, property disposition jvnd leasee, 
contract settleaants, claims arlelns out of contracts, 
research and development problems, and fiscal problems, 

170 PATS^^T GOUNGCL: Providea staff assl stance to the Chief 

of the Bureau on patent and related matters, 

200 ASSISTANT CHIEF OF BU^^SAU F01=i AOr^INISTMION: 

R-SSPONSIBIU'i’IES; The Assistant Chief of Bureau for 
Administration Is responsible to the Chief of the 
Bureau for coordinating anl supervising the develop- 
ment and operation of Bureau administrative and 
oanasement policies ani programs. This Includes the 
formulation. Interpretation and administration of the 
following programs; 

(a) Internal and external security programs for 
Bureau classified matter. 

(b) Management plarming and analysis to Improve 
Bureau organization, methods and procedures of 
operation, 

(c) Office services, including mail, telephone, 
reproduction services, office equipment and 
supplies, records, transportation, building 
maintenance and space, 

(d) Forms and records management, directives control 
system, tabulating systems, electric computer 
system, and office equipment standards, 

(«) Bureau publications program, including photo- 
graphic services, 

(f) The training and asslgnaont of naval personnel, 
both regular and reserve, ani including Engineer- 
ing Buty Officers. 

(g) Bureau an;S Navy Department civilian personnel 
policies and programs, including training, 
rocrultment , employee relations, and related 
matters. 

300 ASSISTANT CI’IEF FOR SHIP OESICJN ANi .5 RESEARCH 

Ship Design Resnonslhllities 

(a) Prepares design of all naval ships InoluUng new 
elapses, conversions, and major alterations; 
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small boats and lanclins oraft; experimental ship 
propulsion installations; and conversions of 
merchant vessels for naval uoo, -/ithin the 
Ship Design and Ship Technical Divisions, re- 
sponsibility for prsparation of opoclfic portions 
of the general and detail specifications will be 
assigned Jointly by Codes 300 and 500, In the 
preparation of ship designs, the advice and 
assistance of the Ship-Technical Division shall 
be obtained. Major alterations are defined as 
those v^hlch affect military cheractsrletlcs, 
general strength, primary water-tight oub- 
dlvlalon or stability; or involve major changes 
in arrangements; or major changes in entire 
ey stems where such changes materially affect 
weight or departures from the contract plans, 
specifications or approved design standards, 

(b) Maintains records of the stability of naval 
ships, and initiates action to insure that all 
naval ships are adequately stable and soa- 
worth,y. 

(o) Initiates research and development projects 

relating to ship design, construction, stability, 
and propulsion systems, 

(d) Maintains Bureau liaison with the Chief of Naval 
Operations (Board of Inspection and Survey) 
regarding' standardization tri&l rocom-aanlationa, 

(e) Is responsible for the final prsparation an! re- 
vision of general and detail i?j)scif lea t ions as 

a whole, certain portions of v/hich are prepared, 
under the direction of the Ship Design Division, 
by branches cognizant of components, systems 
or equipment contained in such specif ioationa. 
Design parameters submitted by Ship-Tschnical 
Division in conflict with design of the ship as 
a whole shall be adjudicated by the Ship Design 
Division in liaison with cognizant technical 
branches anl shall be satisfactory in so far 
as practicable to the Ship-Technical Division, 

(f) Provides drafting assistance to the Ship- 
Technical Division, 3.3 required, 

LlalSON RSLrtTIONdHIFS: Ic charged with maintaining 

liaison with the following: 
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(a) Other offices anA hureaus, as required In the pre- 
paration of ship desi/jns. 

(b) The Office of the Chief of Naval Oper'itlons, tha 
Military Sea Transportation Service, and the 
J-Iarltlme Adsiinlstration concerning the design of 
vessels to be built under the Ilerchant Marino Act 
of 1936 as amended, 

(o) The Maritime Administration conoerning the design 
of naval auxiliaries to be built for tho Kavy by 
the Maritime Administration, 

Hesearch neaponBlbllitles 

The Assistant Chief of the Bureau for Ship Design and 
Fieeearch is responsible for the administration and coordina- 
tion of Bureau research and development programs, Tha dis- 
charge of this function Incluies th? following rcsponalbil- 
Ities: 

(a) Plans and conducts research and development programs 
contributing to the fund of Bolentlflc knowledge 
upon which the Navy, ani the Bureau, depends for 

the success of Its ship design and research programs. 

(b) Coordlnatca the Bureau research and development 
programs within tho Bureau, Bureau laboratories, 
and outside agencies, 

(c) Formulates anl executes fiscal program in support 
of Bureau research and development programs, 

(d) Develops Bureau standardlzatJon and conservation 
program and policies; coordinates Bureau participa- 
tion in Federal and Military standardization and 
preijaratlon of purchase ai>eciflcatlon3, 

(0) Maintains technical and scientific reference library 
facilities, including intelligence information and 
raatsrlale; coordinates tbs coiiiction ani evalua- 
tion of technical Intelligence information ro juired 
by tho Bureau, tha Chief of Navel Operations, and 
agencies participating in Bureau research nnl 
development programs, 

(f) Coordinates development preparation of data 
relating to pro.grcnc an. priority of roscaroh and 
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development projects for distribution and releaso 
to the office of the Chief of Naval Operations and 
appropriate agencies, 

(g) Coordinates records of service performance of mater- 
ial and equipment in the fleet; assembles and analyzes 
data relating to endurance rating of naval vessels, 

(h) Establishes specifications and inspection procedure 
to assure quality control of fuels and lubricants 
used In propulsion and auxiliary machinery and 
equipment In naval vessels, 

(I) Establishes standards and specifications for basic 
materials . 

(J) Exercises management and technical control over 
Bureau of Ships laboratories in the areas of pro- 
gram funds, and in collaboration with the Field 
Activities divisions, over facilities, manpower, 
and organizational structux^, 

(k) Exercises management and technical control over 

foreign U. S. naval Inspection offices for petroleum, 

LIAISON RELATIONSHIPS: In carrying out the above duties, 

maintains liaison relationships with other Navy, Defense, 
and Federal activities; also with private industry, pro- 
fessional, and technical societies, foreign governments, and 
international organizations, 

500 ASSISTANT CHIEF OF SUHE^iU FOR SHIPBUILDING AND FLEET 
MAINTENANCE 

RESPONSIBILITIES: The Assistant Chief of Bureau for 

Shipbuilding and Fleet Maintenance (Code 500) la re- 
sponsible for procurement, construction, repair, and 
maintenance of vessels, amphibious craft and vehicles, 
boats, surface targets, barges, and service craft of 
the Navy (except service craft assigned for control 
to the Bureau of Yards and Docks); for research per- 
taining thereto (In collaboration with Code 300); 
for development and coordination of design of ships 
and for conversion of ships (after approval of contract 
plana and specifications); for Bureau inventory manage- 
ment policies and for Inventory management for Bureau 
of Ships special material (*'S” cognizance); and for 
the planning, preparation, and justification of budgets 
and the administration of funds to support programs 
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under his cognizance. In accomplishing these functions, 

the Assletant Chief of Bureau for Shipbuilding and Fleet 

Maintenance is responsible for: 

(a) Meeting the requirements specified by the Chief 

of Naval Op>erations regarding design, construction, 
and alteration of naval vessels. 

(b) Basic and detailed production planning and schedul- 
ing of the construction or conversion of vessels, 

(c) Stability characterl sties and seaworthiness of 
naval vessels un2er construction and in service, 

(d) Research, development, and tests of materials and 
components and associated materials and systems, 
except for equijjment under the cognizance of the 
Assistant Chief of Bureau for Electronics; fur- 
nishing the Ship Design and Research Divisions 
with technical data, advice, and information to 
assist those Divisions In con3uctlng research and 
preparing and establishing standards, 

(e) Development of nuclear energy propulsion for 
ships; research, development, and testing of 
systems and equipment In connection therewith. 

(f) Materials and appliances for defense against 
atomic, chemical, and biological warfare, 

(g) Respiratory protective devices, mine and torpedo 
countermeasures, submarine rescue methods, equip- 
ment, and escape training facilities. 

(h) Preparation of vessel allowances, timely assembly 
of Initial outfitting materials, and determination 
of requirements, production planning, storage, 
and distribution of materials over which the 
Bureau has cognizance, 

(i) Establishing preservation methods and standards 
for Inactive vessels, 

(J) Bureau of Ships matters relating to arming of 
merchant vessels. 

(k) Supervision of ship salvage service. Including 
the procurement and design of diving and salvage 
equipment. 
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(l) Establiahins and pronnjilcatlas suitable operating 
and maintenance procedures or Instructions to the 
naval service. 

(m) In collaboration with forces afloat, adequate and 
effective repair and maintenance of ships of the 
Active Reserve Fleets. 

(n) Cataloging of Bureau of Ships special material 
required in the construction ani repair of 
naval vessels; preparation of supply-demand re- 
views, usage, and interchangeability tables for 
such materials, 

LIAISON RinUTIONSHIPS! The Assistant Chief of Bureau for 
Shipbuilding and Fleet Maintenance la responsible for effect- 
ing appropriate liaison with the Secretary of the Navy, the 
Chief of Naval Operations, the Bureau of Aeronautics, the 
Bureau of Ordnance, and other bureaus, boards, and offices 
of the Navy Department; the Department of Defense; other 
Government agencies; foreign nations; and private industry, 

700 ASSISTANT CHIEF OF BUREAU FOR FIEIil ACTIVITIES 

RESPONSIBILITIES; The Assistant Chief of Bureau for 
Field Activities sejrves as general manager of those 
shore activities under the management control of the 
Chief of the Bureau, except that Bureau laboratories 
are under the technical control of the Assistant 
Chief of Bureau for Ship Design and Research, who 
collaborates with Code 700 in the management of these 
laboratories . 

(a) The Bureau of Ships exercises management control 
of those coa-Bands and organizations established 
as separate activities of the shore establish- 
ment whose primary functions are: 

(1) Design, construction, and repair of ships, 
boats, and other surface and subsurface 
craft. 

(2) Research, test, and development pertaining 
to shipbuilding, ship propulsion, and 
equipment under its control, 

(3) Supeirvlsion and inspection of the foregoing, 

(b) The Assistant Chief of the Bureau for Field 
Activities as general manager of shore activities 
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is responalble to the Chief of the Bureau for 

the following! (In the case of laboratories, 

see RESPONSIBILITIES). 

(1) The organizational structure and operating 
procedures used by the field activities, 

(2) The staffing of the field facilities with 
naval and civilian personnel. 

(3) The review and recomnonded distribution of 
work to field actlvltios, private shipyards, 
and iniuatrial plants, 

(4) The maintenance of the field facilities in 
a state of readiness to carry out their 
missions, 

(5) The allocation of industrial mobilization 
requirewsnts for ships and components and 
the administration of industrial mobiliza- 
tion planning in the field activities, 

(6) The physical security of the field actIvltlaB. 

(7) The efficiency of operation of the field 
activities, 

(8) The acquisition, operation, leasing, pre- 
servation, security, and disposal of all 
government -owned industrial reserve plants 
and shipyards under the jurisdiction or 
sponsorship of the Chief of the Bureau of 
Ships . 

(9) The adial flier, rat ion of the Navy Shore 
Development Program with respect to 
activities under the management control of 
the Bureau of Ships, 

(10) The administration within the Bureau of 
Ships of the Advanced Base Functional 
Components Program, 

(11) The preparation of consolidated catalogues 
of materials and ©quipnont required for 
harbor defense and the overall administra- 
tion within the Bureau of Ships of the 
assembly of materials and equipment for 
the Harbor Defense Program, 
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(12) Tho preparation of asslgnecl budget ©etlraatea 
for carrying out approved Program Objectives 
of the Chief of Naval Operations, 

(13) The control of funds alloted to the Field 
Activities Divisions. 

(14) The technical development of specif icatlons 
for machine tools, loose and hand tools, 
and industrial equipment used by the field 
activities. Initiation of procurement, 
establishment of standard practices for 
the use and maintenance, and inventory 
control of the machine tools, loose and 
hand tools, and industrial equipment. 

(15) The administration of an industrial relations 
and manpower program at Bureau of Ships 
field activities to deal with matters 

such as employment, wages, training, position 
classification, performance ratings, pro- 
motions, demotions, discipline, employe© 
relations, morale, manpower and houoli^ 
and labor relation problems at plants of 
Bureau of Ships contractors, 

800 ASSISTANT CHIEF OF BUREAU FOR ELECTRONICS 

RESPONSIBILITIES} The Assistant Chief of Bureau for 
Electronics, (Code 800) is responsible to the Chief of 
the Bureau for the direction and coordination of electron- 
ics raspoaolbllitles assigned to the Bureau of Ships. 

The Electronics Divisions’ (Codes 800 thru 995) are re- 
sponsible for the design, development, procurement, 
repair, and maintenance of electronics equipments, 

(except ordnance fir© control and interior communication 
equipments) for use in ships, amphibious craft, and 
vehicles, boats, surface targets, barges, and service 
craft of the Navy, and for tho design, development, pro- 
curement, and distribution of special devices of the 
Naval Cotmunicatlon Service end of radio, radar, and 
sonar ©quiixnants, and accessories for Navy use ashore. 

In accomplishing this objective, tho Electronics Divisions 
are reeponslbls for: 

(a) Preparing studies and tentative designs as required 
to enable the Department of the Navy to Improve the 
performance characteristics of shipboard electronics 
equipments an'i systems, including equipment for the 
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shore end of eleotroia&gnetic or acoustic Intelligence 
links for detection of or coaaunication vlth ships 
or ovoraeas aircraft, 

(b) Making suitable recomaendations to the Ship Design 
and Research Divisions to assist those divisions In 
the preparation of design studies for aubmlsslon to 
the Ship CharacteristicB Board, 

(c) Meeting the require^aenta specif led by the Chief of 
Naval Operations regarding military charactorietlcs 
prescribed for Bureau of Ships electronics equip- 
ment , 

(d) Assisting the Shipbuilding and Fleet Maintenance 
Divisions to meet required ship characteristics 
insofar as electronics equipment design and in- 
stallation, electronics repair facilities, anJ 
radio and sonar interference reduction techniques 
are concerned, 

(©) Submission of recoiaTendatlons to the Chief of 

Naval Operations as a basis for the establishment 
of priorities and characteristics for shipboard 
electronics equipment, 

(f) Establishing electronics and oceanographic research 
and development programs in collaboration with the 
Ship Design and He search Divisions, 

(g) Preparation of thr.t portion of tho Bureau’s budget. 

In collaboration with the Comptroller Divisions, 
relating to the major procurement of electronics 
equipment, replacement, maintenance and major re- 
pair programs and research and development in the 
electronic sciences in support of the Bureau 
electronics design reapxjnsibllitles, 

(h) Establishing the specifications and technical in- 
spection procedures necessary to insure the desired 
quality of all electronics material used by the Navy, 

(1) Maintaining currant lists of all electronics equip- 
ment for which it has design responsibility, show- 
ing tha classification, characteristics, and other 
p>ei*tinent data, and publishing these data periodloallj 
for the information of the Naval Establishment, 
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(^) Design, development, and procurement of tost equip- 
ment and toola peculiar to the repair of electrorilco 
equipment, 

(Ir) Supervision of the method of preparing ship and 
shore allowance liuto for electronics components. 

(1) Establishing and promulgating operating and mainten- 
ance procedures and Inatructiona for electronics 
equipment for which the Bureau has design ro- 
sponsibllity, 

LIAISON RCLilTIOIvtHIP..: The Assistant Chief of the Bureau 

for Electronics Is I’osponnible for effecting proper 
liaison with the Secrotary of the Navy, the Chief of 
Naval Operations, the Bureau of Aeronautics, the Bureau 
of Ordnance, and other bureaus, boards, and offices 
of the Navy DejKU'tmant; the Department of Defense, and 
other Oovarnment agencies; anl private industry, 

1500 ASSISTANT CHIEF OF B'JREAU FOR NUCLEAR PROPULSION 

RESPONSIBILITIES; The Assistant Chief of Bureau for 

Nuclear Propulsion is roapoaelble for ; 

(a) Acting ao lead activity and technical coordinator 
for developmental or new design nuclear propulsion 
plants for naval vessels. The present working 
relationship between the Nuclear Power Division 
and Ship wsai^n Division will continue unchanged, 

(b) Responsible for the design, development, pro- 
curement and maintenance of all nuclear components, 
directly associated aystsms and over-all pro- 
pulsion plant control. Collaborate with other 
Divisions of the Bureau as may be necessary to 
expeditiously complete this work. 

(c) Research and development projects pertaining to 
nuclear propulsion development, 

(d) The Assistant Chief of Bureau for Nuclear Pro- 
pulsion may deal directly with Supervisors of 
Shipbuilding and naval shipyards on technical 
matters, but will work with the Ship Technical 
Division to assure coordination between the 
nuclear propulsion plant and other portions of 
the vessel. 
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(©) Correlating, with the Atomic Energy Commlealon, 

Ite field activities and other outside activities, 
projects and actions in the Bureau’s Interest In 
matters pertaining to nuclear propulsion develop- 
ment, 

(f) Establishing and maintaining training programs 
connected with nuclear propulsion, coordinating 
such training at naval shipyards with the Assistant 
Chief of Bureau for Field Activities, 



1700 COtiTRACT DIVISION 

RESPONSIBILITIES s The Contract Division, except for 
the rendering of legal and engineering advice and 
services, and consistent with Procurement Instructions, 
Bureau of Ships, is responsible for and has supervision 
of all matters pertaining to: 

(a) Negotiation, preparation, non-englneerlng adminis- 
tration, and termination of all contracts for 
ships, main propelling machinery, auxiliary 
equipment, including electronics equipment, and 
other Bureau of Ships special material. 

(b) Processing within Contract Division of requisitions 
and requirements documents for material purchased 
for the Bureau of Ships by other bureaus or de- 
partments, 

(c) Purchase of materials over which the Bureau of 
Ships has procurement responsibility, for other 
bureaus or departments. 

(d) Preparation and maintenance of the Bureau’s bidders 
lists, Including necessary Interviews and related 
correspondence with manufacturers, 

LIAISON RELATIONSHIPS: In perfonalng the above functions, 

the Contract Division shall maintain the following 
liaison: 

(a) With Office of Naval Jiatsrlal for procurement 
policy. 



(b) With other Navy Department activities on contract- 
ing matters. 
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(c) With other Qovernment departments In connection 
with coordinated procurement, 

(d) With Maritime Commlseion In ahlpbullilns contractual 
matters , 

2700 COMPTROLLSR 

RS3P0HSISILITISS: 

(a) Prepares, In final form. Bureau budgets, requests 
for apportionment and budget activity allocations 
and the allocation of funds to projects, 

(b) Reviews and approves all requests for the issuance 
of documents committing, obligating, or authorizing 
the expenditure of Bureau of Ships appropriations 
and funds, 

(c) Formulates, establishes, generally supervises, 
and coordinates all policies and procedures re- 
quired for budgeting, accounting, and auditing 
activities of the Bureau of Ships, 

(d) Accounts for and conducts audits of Bureau appro- 
priations and funds, and prescribes the type and 
content of all official accounting and finance 
records to be maintained, 

(e) Prepares budgetary, fiscal and accounting reports 
required by law and regulations and as required 
by responsible management divisions of the Bureau 
for Internal use. 

(f) Exercises general supervision of budgetary and 
accounting operations to assure administration of 
appropriations in accordance with law, regulations, 
and Bureau policy. 

LIAISON RELATIONSHIPS t In carrying out the responsi- 
bilities listed above, liaison is maintained as follows: 

(a) With the Comptroller of the Navy, the Office of 
the Comptroller of the Department of Defense, and 
the Bureau of the Budget on accounting, budget 
and appropriation matters. 
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(b) With other bureaus and offices of the Department 
of the Navy on bulget and accounting matters, 

(c) v/lth other Government agencies on buiget and 
accounting matters. 
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